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INTRGIDUC TION

L We feit it necessary to limit the scope of this survey beca: a3
of the highly technical nature of most of the work of the Office o
Research and Development (CRIN. Weé made no attempt to anslyss
or critique the sclentific worth of CRD's programs nor te make any
specific evaluation of the contributions those programs have ma-ie &
the intelligence process, Lecause to 4o so would have besn heyond ¢ i
campetence. This report of survey thes is confined primarily to u ¢
miatters as the clarity of the ORD mission; the adeguacy of organi
sational struciure; the manaer in whick R&D activities are planne:
mansged, and evaluated, and the efficiency of CEL's operations,

2. The major pestien of the information- gathering phase of =
survay was completed daring the period from April through June 177 ..
Consequently, the situsilons that are described and the references
that are mads to the Director of ORD relate to the Director who wus
on duty dariag that period and not to the presen: Director whe wis

sssigned on 3 July 197,

S ECRET
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ORGANIZ? ATION

1. The Cffice of Research and Development {(ORD) is cemnpoase

of the Office of the Director, two stafls, seven operating divisions,

and one specisl projects group. It had| | on duty at the

time of sar survey. Its celling as of 31 Jaly 1972 was

The annaal opersiing budget i3 currently rusning at approximately

| A chart showing the structural brenkdewn of the offi.e

and the distribution of personnel by cemponent sppears on the facin:
page.

2. The staif of the Ofiice of the Divector, ORD, censists o/
the Director himself, a Leputy Divector, an Exscutive Officer, =

Technical Aesistant for lans and “rograms, & Scleatific Advisos,

8 Technical Assistan: to the Scientdflic Advinor, aad three secratsriass.

The Deputy Director had bsen on sick lesave since Januwary and, as ¢f

the lazt report we had, the prospect ¢f his retuming to full duty wa.
not promising., The Sclentlific 2dvisor was serving as Actiag Depaly

Hrector {n addition to his other duties.

‘1“

SECEET
Approved For Release 2003/12/18 : CIA-RDP75B00514R000100240007-3

25X1A
25X1A




Approved For Release 2003/12/18 : CIA-RDP75B00514R000100240007-3

SECRET

3. Individual responsibilities of those assigned to the Office
of the Director, with few exception:z, are aot clearly delineated.
The work of the Cffice i appoziloned amonag theras largely on the
basis of the lndividaal's cwa Sackgroand, The [Hrecter (s phyricist:
and the Scientific Advisor (s chemist) candern themsslves primarily
with the work of the divislons dealing with the physisal scisnces.
The Deputy Director (a doctor of medicine), before bis lilness,
comcentrated on the work of the two divisions denling with the iife
sclances. The Analysia Division, which is saghged primarily in
exploration of computer applications, has o "staward™ in the front
effice, although the Technical /issistant for Plans sad Programs =s
formerly designaied as the Technical Assistant for sutamatic dats
processing. The Executive Offlcer munitors adniniastration, supcert.
and interasl Halsan., The Technical Assistant to the Selentific Advlacs
bas been given special assignments, but he has not baes assigaed iy
specific duties of & regalar and continuing nature.

4. ‘The Technical /i ssistamt for Plaas and Programs kas sn
sssortment of jobe, many of which have little or nething to do with
plans and pregrams. It is our undorstanding thet his present resuen: -

pilities grew out of and sre ia addition to the functions originally

-1
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assigned t6 him in the fleld of astematic data processing. He does
prepars the office progrem call, the annual budgei proposels, anr
aasembles the infermalion needied for the quarterly project review
maestings with the D0/ 5% T, He spends part of bls time writing
technical etudlies and reviewing sclentific journslz snd Agency
pablications for loads thut may sthmulate technical innovation in the
various divisions. e hes prepared s large sumber of technical
papers, some of which have been paublished by profussional societres.
We tried, without success, to discover of what valus theze papaer:
mmay bave been to OKLD ia carrying oat its respopeibilities. He ha:
alse participated extensl-ely ir a variety of (ateraal and external
training courses, has devised scientiflc training courses for the
Agency, and serves s an instructer in somse of them. FHe appenrac
to us to be an aggressive and hard-working individaal with many irem:
in the fire. The reasultz of bis diverse sctivities are no doubt of s
benefit to the Agency, but we fear that the miscellaneous teaks ia
which he is engaged interfere with the proper fulfillment of hie primm -5
role as plane and programs officer.

5. The fclentlfic £ dviser is ased oy many ORD officers as

2 spounding board for idess, as a gauge of the pelitical climaate, ani

- & -
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as & source of advice on Agency procedures. The Director of OFED
uses him in much the same way. He also is often the office briefur
and serves as olfice represeatative on several boards and commiitre
He, as well as others in the front oifice, reviews the Blus Books
{project propoeals). Although the reviewers: themselves no doubt
think otherwiss, we have the distiact impression that these reviews
ars quite superficial, going little beyoad ascertaining that the require-
papers are in place and are reascasbly well written,
6. With the exception of the Techaical Asslstant te the Scientifi:
Advieor, who bas no reguiar work, sveryons in the Office of the
Director appeared to be fully eceupied, but the arrangements ‘or
ovarsesing the work of ORD sesmed to us to be very loose and
sastructared. The stail takes care of the ssual reutines of pushing
papers through the fremt olfice, of respanding ta problems as they
srise, and of attending maestiags. Howsver, many of the tasks that
eccupy them are self-geaersted 85 a consequenco of a psrsonal
interest in a particalar subject. £iaff members zommented that they
had occasionally made studies of or recommendations on ways of

mproving the work processes of the office. A fow of these had

- & .
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eveked commaent {rom the Director, but none of the staf{f member~
could rscall an inatance of action having been taken o= any of thesn,
7. The atmosphere iz casual and sasy-going, and all of the
atafl members azpesr to have satisfactery personal relationships
with the Dirsctor, but they receive little guidance from him and sa«
little visible evidence of his interest in thelr wark. One stsff afficar
remarked that he never knew 1 he was foing well in his job or no:,
bgcause the Director naver commented on hls work--one way ¢r the
other.
Support Stalf
8. The posltion of Administrative Officer was established in
ORD in 1963, and » techaical officer from within ORD was assigned
te the porition. Various duties accruwed to him, sad graduaily a
support stall of a sort evolved baut not along cenventional lines.
The Administrative Officer intsrested himself iz or was directsd
ts angage in a variety of activities not normally delegated to a
sapport ¢lilcer, sad not encugh attention was paid te the specializec
sdministrative and routine housekeeping tasks for which a suppor:
staff is normally responsible. The Security OffAcer, the Finance
Officer, and the Librarian were net under the Admiatstrative Officer
but reported directly to the Executive Officer,

-
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9. Tbat arrangemeni remained in sffect anti] 3 April 1972
when the present Suppori Stalf was estabiished. A profecaional
support olficer was named to head it, and the ormer Adminisira:ive

Officer whrs reassigned to ancther Agency companesnt, Tha presen

25X1A Support Saff is organized along conventional iines:

finance, logistics, security, registry, libeary, and personnel, In
the ensuing months 8 nanmiber of actions have been initiated designe !
to raise the standards of suppert service and administration in O
te the lsvel that prevails generally in other parta of the Agency.
Housekeaping

- ‘le. The space occupled by ORD on the 5th, éth, Tth, and Li:k
fleors of the Ames Center Building ie weil laid out and is adeguate
for ORD's needs. We noted at the begianing of our survey, howa-e:,
that poor housekeaping practices prevailed in maay of the offices.
Cifices were clattered with unaseded administraiive equipment an:
with disorderly and mtidy accemulations of beoks, pamphlets, anc
other dacum:ﬁta‘ FProtatype snd pre-preduction pleces of eqalpraent
were sterad in sorme offices, contrivuting to the clatter and in seeme

iastances representing possible safety harards. The work aras

-7 -
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occupied by the Registry was overflowing with boxes of documents
and with equipment haphazardly stored and seemingly forgotten, k.2
initiated a clean-up campaign while our survey was in progress,
which resulted in & noticeabie improvement in the appearance of
many of the offices.

Property Management

1l. ORD is responsible for property valued at approximately

comsisting of {a) administrative or operating property

for which it is accountable on consolidated memorandum receipt,

{b) government-furnished equipment provided to contractors, and

(c} prototype or pre-production items of equipment received from
contractors. An audit report for the period ending 30 September
1971 called attention to certain deficiencies in ORD's management

of its property: discrepancies in the records en property held

under consolidated memorandum receipt, excass and/or unserviceable
properiy on hand, and lack of central centrol over prototype and pre-
production {tems received from contractors. ORD has taken steps
to correct these deficiencies, but continued monitoring and enfor ed
discipline by ORD) managemant will be required to snsure that they

stay corrected.

-8 -
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i2. ORD rsceives some 2,000 documents oach month of whick
aboat 500 are TOFP SECHET codeword. large numbers of contracier:

. visit ORD's offices in Amer Building for consultations or briefings,

and ORD currently is using some |cmultaatt oR an inter-

mittent basis. Arrangements with seme contracters allow for their
use of ORD computers, and soms contracter represantatives have
no-escort badges. Centractual arraagements with industrial conceras
and with educational institutions require comstant appraisal and re-
appraisal to ensure that proper security standards are maintained.
ORD has had significant problems ia the past in conmection with the
ceatrol of ID carde and visiters' no-escorst badges, compliance with
courier and mailing instructions, and clearance sad control of visiiors
The present Security Officer has recently made studles and has issucd
Datices designed to improve CRD's security postures and practices.
This is a good stert, but what s nesded sdditionslly is stromg suppor:
for the security program by the Director of OED anéd by his division

chiels.
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Sentract Information Systems

13. 2Most of ORD's werk relates to contracts awarded to
industrial concarns and to educational institations. As a cen-
Sequence, much of its reperting and record-keeping relates to
such things as the statuc of funds availabis for contracting, the
pPre-award work required prior to sutering inte comiracta, contracte:
progress uéarts, aad preject efficer inspectiea reports. At the tiz:.a
of our survey ORD was involved in the care and fesding of four sopa:aie
contract information systems. Twe of them, the DD/S4T Ceatrae:
Information System :CIS) and the Offize of iogistics system {(CONIF:,
were designed primerily te serve certain Agency-wide needs for 'nan .2
information regarding contracts and the management of them. The
other two are Internal ORD systems. One {s kaoewn as the OED
Contract Mansgement System {CM%), which is ran e ORD computers
using the ADEPT software pPackage. The ether, known as CHEQ .},
is & manusl system based on a Kardex card file, Tha two ORL:
systems were created to satisfy needs for ceatract information ihai
wers feit not to be maet by the twe Agency systems,

i4. We beliave there is an urgent need to take a close look st

the mmanifold contract mMAnagerment systems now in use in ORD. i

SECRET
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duplication of effert and the paperwork iavolved in supporting the.«

four systems need careful examination, as doee the use of--or :ha
failure to use--the reports derived frem them. Each of these eveterns
does something tha: none of the sthers will do, bat essentlally sindiay
data is inpat to sach of the four systamas. The information centsine :

in the reports derived from any ene of these systems is not synchreaized
with information derived from the other systems, and in many {natssces
the information ls not fully usable for management parpotes withoat
laboricus manusl recemciliation and remanipulation.

15, We realize that this is a complex sabject om which widely
ditlering views are beid and that studies sre new uRder way concera-
ing possible improvemaents (n the CIS and CONIF systems. Freswn.oiy
these sindies will give attention to reflnements asnded to provide
information required for contract managemecnt parposes at the level:
of the office, division, projact officer, and contracting officer.

16. Meanwhile, we belleve that ORD must begin preparing ic
adjust itsalf to sbandening its internal CMS machine-opersted aysten .
The former Administrative Officar who progra®uned and maintained
the system has left, and there is ao one in ORD available to continue

the work. Also, the DD/SST has decided that the ORI computer it ¢

- A -
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ba removed, which means that no machinery will remalin in ORD
on which to rua the system, Moreover, this system iy designed
apacifically for operation using the ADEPT software package an:!
esnnot be run under the software systama commonly uaed by the
Office of Computer Services. And, fisally, the ORD CMS$ system
and the TD/SL T CIS system are 10 & very large degree duplicator:
two systemse are not necded whare ane could be maxe to servs.

Rgcommendaiion lio, |

‘ That the DD/S&T have a review made of the Gentract

Information Systern to detszmise if its content can be

sxpanded or otherwise revised 20 as to maake wanacasaary
the cantinaation of ORD's Contract Mamagement System.

Library

17. The OKD library centains some 350 tachnical books aac
standard reference works: an assortment of stwiles by various
learned societies, privaie comparnies, univarsities, DeD, and othe:
Geoveramaent sgeacies; sad various Agency publicstions. The library

alao now keeps oue copy of each {ipal ORL report, sithough theze

itamse have not been catalogued and the collection te far irom camplats .

The librazy subscribes to 68 techaical periodicals and recelves cexi-

monthly listings from twe Geverament clearing houses: the Liefenss

SECRET
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Documentation Center and the National Techalcal Information Sesvic..
These listings contain abstracts of reperts of current R&D work does:
by the G;vcrnmcat or upder contract io the Coverament. Some of
these documents are claseified; semae are net. In addition, “'Jopical
.&mu#cnmcnta" af uaclassified documente in speclalized fields are
received from the National Technical Informatieon Service aad are
routed to appropriate divisions of ORD for review.

18. The librarian catalogues the holdings, monitors checkouts
of library materials, and responds to requests for book or docurncat
saarches in the ORD library or for the relay of requesis for other
searches by the CIA central library. Some ORD project officers
uss the library and library search facilities geite extensively: somae
use them inf{regquently or not at all. Boeoks checkad out to Individasl:
often are held fox long periods of time, snd some ORD officers bhave
ignored the librarian's requests for their return. Thirty-one book:
were reportsd az lost or unkccountesd for at the thine of our eurvey.
There 12 & need for senier ORD management to talke a band la enforcin,
dizclipline in the use of {ts libzary.

19. We note that there are two other libraries in Ames Buildiag:

one malnisined by the Office of Communications and another by the

SECRET
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Office of Logistics. We question whether there is need for three

separate libraries in one bullding--each with its own unique cataleg: g

and {ndexing system- -occupying in all five rocns in the batlding aac

requiring the services of employees to operste them. When ve

asked about the feasibility of merging them and operating the combir o
fncility as a branch of the main library, we ware told that this had
been considered iu the past bat that the ides was abandosned in fa.er

of keeping them saparate. It was feit then that s MArger was not
practical in view of the differing needs of the three offices ané of ths
complications that would attend tzying to manage & combined faciliiy
through coordination among three Directorates. We are not convine:J
that thase are good enough reasons for maintsining three separata
libraries if comblaing them would result in savings, especially o/
psrsonnel. We suggest that additional study be given the matter.

Rgcommendation MNo, 2

That the O0/8&T take the initiative in exploring with
the OD/5 and the D:D/1 the feasibility of combining the
three libraries in Ames Center Building snd operating ther:
as & branch of the main library.

- 14 -
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Persoangl Management

20. The Suppert Stafl provides certain services of common

concern in the area of persennel administration, but personns!
management iz handled primarily at the divisien lavel. ORD tas a
Careser Service Panel that was establiabed in February 1967, It
confines itself to matiers affecting the careers of professional
smployses. A épaeial panel for career davelopment of secretarial,
clerical, and administrative personnel was establiched in April 1871
It concerns itself with career mattars aifecting ORD's clerical
employees and those support and acdministrative personael whe <o
not balong to the DD/SET career service, The criteria used in the
past by the Caresr Service Panel ln ranking OR L professionsl
smplovees were ill-defined and inconsistently applied. The Panal
recognized this, and impreved ranking criteris have been devised.
The new criteria had not yet besn applied at the tims of our eurvey,
bt & sew competitive ranking using them was abeut to be undertale:..
21, The minutes of the Caresr Service Pansl meetings re.veal
that the subject of rotation has been discussed repestadly, but littie
has come of thisr talk. Two eofficers from OCEDM's Analysis Division

ars assigned to the Intelligence Lirectorate te werk on computer

- 15 -
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applications. OMS has detailed a psychologist {rom the Psychelegical
Services Staff to work in ORD to improve understanding between the
two offices. An OSI spectalist iz BW/CW is working in CRAD. The=e
attemptis at cross~{grtilization appear to have beea of appreciable
benefit, but it ie a minimal effort, We belisva that an effert shoal:
be made to expand it. The reasosn: are many. ORD's project offica-s
aét very much isolated from the rest of the Agency and have little
familiarity with the work of the offices whose miersions they are trying
te support. Likewise, fow outside of ORD Rave asy real understanding
of ORD's capabilities or of itz approaches to R& L. Retation would
slse halp to ralieve the parochialisms and the antagoniems that

now exist and almost surely weuld brosden sad enrich the talents

of the officers concerned,

22, We are awste ihat receat elioris to sncourage inter-
Dirsctorate trapsfers came to nought, bot we wopder if an effort
confined to the technical fleld might not have a somewhat detter
chance of success, Within the lant four years we have surveyed
six of the Agency components with major &0 responsibilities.

Esch of the offices has z few technical officers working in very

narrow specialities, but, lor the most part, all of the technical

- 16 -
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officers sre doiag essentially the same sorts of thiags in basically

the same ways, The work of an slactronics esglaesr in ORD, for
example, differs little from that of an elsctroaics sngineer in TSI,
OSP, QEL, or Cammo. We believe it would be feasible aad bene’ic ird
o encourage movement of techmical officers amang these techmical
components. Whether this is accomplished by scheduled rotation:

on & tour basis, by twe-way exchanges, by unilatersl assigmmenir
{from one component to another, er by temporsry details matiers

little--as long as the exchanges are made with the deliberate inteat

ef henefiting both the individual and the Agency.

That the DD/ S& T take the imitistive in explorimg with

the other Deputy Directors the feasibility of an expansion

of rotatien of technical officers ameng the varisus Agency

techaical sifices.

23. ORD has besn most genercus in sponsoring training ior
its employees. A bout five percent of its werk ferce was in s trsining
statas during FY 1971, and 4. 8 perceat of man-heurs spent in a dagy
status was devoted to training. CORDT employess are given wide
latitude in choosing the ceurses they wish to sttend. Thay bave

participated in both internal and sxternal ceurses deveoted te both

=17 -
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technical and managerial subjects. While we think it proper that

ORD should sponsor a variety of tratning for ite employees, it has
been too lax in acquiescing to requests from smployees for training
that {s of interest to the individual and perbaps of personal benes!

to bim but not to the Agency. Thers is need far a more carefal
review of training requests in order better to ralate the potential
beneflits to the needs of the Agency. The new Chief of Support for
ORD has taken racent steps to sharpen the review of training reqgues:s,
This should placse the Director of ORD in a better position to judge

the worth of the proposed training dafore he approves it.

24. We received only one formal <omplaint on personnel
matters {rom those we interviewed. That complaint alleged persona!
@mandac:t by certain named employees. Since there were distinc:
sscurity implications in the sllegstion, we referrsd the matter to
the Director of Security for investigation. We did not puraue the
matter further and take note of it here only for the record.

25, On the whole, we heard remarkably foew adverse comnaent:.
about perscanel matters of a type that usually are the subject of

eriticism: for example, rate of promotion, working conditione,

-18 -
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fitness reports, and unialr treatment by supervisors. There wers
no complaints about uninteresting or unchalienging work; on the
contrary, most of thase with whom we spoke liked their work anc
were snthusiastic about it. Most of the criticiams that were made

to us arose from a deeply felt concern about matters of major tropor::
permissive and inefficient ORD mansgement, lack of clear policy
guidance, uncertain delegations of R&D reasponsibilities, and inter-
and intra-office rivalries and disputes. We discaes these subjecis

in detail in later section: of the report.

Procurement Management Staff

26, The Procurement Management Staff waz established iz
Febraary 1969 and was given respensibility for reviswiag, negottatin;,
snd exacuting ORD's contracts with its suppliers. The Staff consinis
of & chief, two contract negotiatore assigned from the Office of
Logistics, an sunditor assigned frem the Office of mmcc; an
industrial secuarity efficer aseigned from the Office of Security, anc
8 clerical staff o£|:| The auditor reviews the accounting and
cost systems and the fimancial rellability of the contracter. The
security officer examines personnel and phystical security. The

aesgotiatore review the businese and legal aapects of contract
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propasals and work out the technical details with the preject officer
with whom they jointly negotiate th-' contract,

247, Altheugh the Procursment Mansgemaent Staff met with
tome hostility within QRD when it was first established, the
relationshipe between the Staff and the division chisfs and projec:
officers are now good. The team approach has worked well in
practice and bas resulted in noticeable improvement in ORD's con.
tracting practices.

28, The Procursment Management Staff is responsible forx

oaly absut two-thirds of ORD's eomtracts. Thae other ome-third

are asgotiated and administered by

The Chief of the Procurement Manaage-

ment Siall acts in an advisory capacity to the Director of CRD on

$omse aspects of these centracts aad coordinates the activities of ki

own staff with those of The

separation of the two staffs poses some swkward problems of
communicstion, record keepiag, and reporting.
sice- Divi
29, The Phyatcs-Chemistry Oivision, which was formed in

1964, initielly focused its efforts oa the auclear area but did some
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werk on power, materisls, and electro-mechanical systems. Over

the years, the scope of its program expanded, and the amphazis

changed. It mow is engaged in & broad program of exploiting sclence

sud technology to enhance intsiligence collactien capabilities.

25X1

30, The division conasirts of tka|

| 25X1A

and| | The divieton administers Icmtur:tzx

and had an ¥FY-72 budget allocation of

During the psriod from 1964 through 1971 the Physics-Chemistry
Division completad 13 R&D prejects that were ideatified by ORD a=
hﬁu technically succeszsful. Seven of the 13 projacts became
operational. The division chief does not bellevs in carrying any
project beyond the prototype stage. It is thea turned gver to the
sperational slement for development of an operating capabdility.

adie Physics Divisi
31. The Kadic Physics Division was established in February

1963

-2l -
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32. The division consists of the| | 25X1A

25X1A and | | Its budget allecation for FY -T2 war approxima’aly
25X1A |:| It carrently administers contracts. During :he 25X

pariod irom 1964 through 1971 the Radio Physics Division completed
15 R&D projecis that ORD characterized as being technically successiel.
| - Five of the 15 projects became operatienal.

Appiled Physics Division

33. Work in the fields of audio survelllance and sudio counter
messures was begun in the Radio Fhysice Divisien in 1963. The
divizion was split in February 1965 with the audio-related work
snd the people associsted with it forming & new division, Audic

Physics. The aame was changed to Applied Physics Division in the

fall of 1966. 25X

- 24 -
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34. The division consists of the chiel, |¢¢c!mical ofiicers, 25X1A

25X1A sad[  secretaries, Its budget allocstion for FY-72 was 25X1

25X1A | | Uaring the period 1965-71, the division comol:toc

44 R&D projects that ORD categorizred as being technically successial.

Nineteon of the 44 projects became operationsl.

Optics ﬁtvi_ligg_

35. The Optics Division was established in January 1963,

25X1

Initially, it directed its eliorts to optical collection devices,

36. The division consists of a chief, :roeknical officers, 25X1A
25X1

25X1A MDaenurﬁu. Its budget allocation for ¥Y-72 was

25X1A The division is currently administeriag | | 25X1

contracts. Fourteen of the prejects that Optics Division cempletad
daring the period 1964-71 were classified by ORD as being techuicaliy
successiul. Five ef the 14 were put to cperationsl use within the

Agancy, and another three were used by the Department of Dafense.
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Analysis Division
37. The Analysis Division was formed in 1964 and was givea

responsibllity for research and development of nformation Bandling
devices, of techuiquos and systems st or Aear the edge of the stzte
of the art, and of developing computer technolegy that could not e
tastied in an operating envirenment. Ite work haz evolved over the
ysars to inclaude such thinge us improving computer networks, tune
sharing, compuiar security, interactive processiang methods, mas-

memories, display techmology, microprogramming, sand communic alicn.

technology.

38, The division comsists of a chiof, :|efﬁcnu,_ and 25)5%9(1
secretaries. Its budget for FY-7Z was 25X1A
At the time of our survey, the division had costracts anc 25X
was doing & considerable amouat of in-house research using OR: '«

IBM 360/56, a PER-3 graphics processor, and the hybrid anmiog ic-
25X1

digital computer equipment

ORD categorizes 28 of the divisioa's projects campleted during the

perliod 1964-71 as having been techalcally successful. Fleven of then

were put to operational use,
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c d Eehaviersl Sc vi
39. The Medical and BEehavioral Sciences Division, aa preseatiy
constituted, came inte being in June 1965 when the former Life
Sciences Division was split, forming two new divisions. Iis comcer:
is with the exploration and sapplication of advanced technology o

anable the development of systems or methods that will eshance e

Agency's capabllity to mesasure, aszess, predict, inflaence, an:
centrol human behavier. Its work includes an importaat prograsa

baving to do with sarcotics aad dangereous drugs,

25X1A

40. Thiz is a small division consisting of the chiaef,

- officers, and » secretary. The officers do a smmall amount of ia

house research, but the major portion of (s R&D werk iz doze wie.

25X1 some contracts at sa asnual cest of 25X1A

25X1A |:| ORD records reveal that the divisien completed 15 major
projects during the period 1965-71 that were considered technicalily
succsssful. Six of them were put io operational use.

Bigl : ciences Divisian

4l. The Bioloegical Sclences iVivision was the other division

formed n 1965 by the splitting of the formsr Life Sciences Divirzion.

The divieion was givon the mission of studying blological systama

~35.
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and their application to the intelligence process frem the standpoint:

ol covert sction, collection, and processing. While human factor:

engineering would seem to be mere appropriataly placed in the

Medical and Bebavioral Sciences Diivision, by agresmant between

the two division chiefs it has been retained in the Biolegical tcience-

Divisian,

42. The division conststs of & chief,

echnical officerr,

and Dttrcurhs. The FY-72 badget for the division waa‘

of which about

- m\____ contracts at the tivae of our survey. O:!

records reveal that 14 technlcally succassful projects were complets

during the period 1965-71. Only two of the 14 were put to operaticaal

uss.

Special Projects Croup
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44. To ses almost six years of work go down the drain was
a traumaiic experience for the members of the Special Projecte

Giroup. Thelr situation was made worse by the fact that the grou;.

centinued in beiag after July 1971

but without any spacific guidance or direction as te its futurs

mission or area of responeibility. The group chief has found other

sgsignments for two of the techanical officers snd one of the secreis: low.

45. This program, no matter how imeaginstive {t may be,
does not justifly the continued existence of the Special Projescts Grocp

az a separate sntity, FEach of the slementz of itz program directly

- 27 -
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Recommendation No, 4

That the Directer of ORD abelish the Special Projects
Group snd resssign {ts members to ather slements of ORD.

« 48 -
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THE ROLE OF ORD

1. The Directorate for Sclence snd Techaology had its beglnain;s
ia February 1962 when the positien of Deputy Director (Ressarch)
was established. ORD came into being, on paper st least, In July
1962, bat it did not begin taking chape as an office until November 160
whan the Assistant Deputy Director for Reasearch was assigned the
additional duty of serving as Acting Assistant Director, Cffice o
Research and Development.

2, QORD's founders envisioned that all Agescy R&D activities
wouald be centralized in ORI, but this concept promptly ran sfoui
of apposing viswe held elsewhere in the Agency. The opposition is
understandable, because ORD was a Johnay- come-lately {nto an are.
ia which some Agency offices had worked for searly two decades aac
in which there were well entrenched operstisaal and proprietary
interests. Those opposed to centralisation argued that:

--=- It would be insecure and inefficient.

-== It raa centrary to the airesdy established concept that

the diversity of the Agency's activities required that
it aperste on a decentralized basts,
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zninieam GRB, Iwuwz-. 1- chnrgmﬁ with cuémmu R&I’: of denin.an
tnc&ucal cmm ta all Amy compoauts, mﬁ ﬁ&D i- its m;y
miuien. L '

4. ’rha fiut éua ef a -utmt o.t éan's uuiaa‘#& fau tigag
for pabliutlm in Agucy rt;uutian: wu pgc;an& 1a 1962 1t &9@};
aver aigat ynm to rueh urmt oa the M aI thg nmm |
rmrte&iy a uecté and one of which we htvg a0 cm: to be pmui.
The uxi of the published statemaent is reproduced on th. f;eiag;a;w.
A raview of the records perisining to efferts to coordinate the staiem et
reveals that the delay in padlication was attributable primarily ic
strong differesces of opinion among the varicus Agency techaical

offices as io precisely what ORD's role should be and as to the extqnt

and nature of coordination between ORD and the othar technical oiifve-
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The final text was the best campromise attainable among those cor-
tending views. It is an ambiguously worded dacamment that tends tc
institutionslise and perpetuate the conflicts and dillerences of opinien
on R&D responsibilities, rather than to resolve them.

5, The functions tha: ORD actually perferma bear litile

resemblance to those enumerated in the regulation., Most of its

¥y

sctivities relate to the function sssigasd inl 25X1

The fanction of

serving as essentlally a bridge dbetwees Agency technical component:
- and the rest of the ecientific world, to the eatmat it is performed ot
all, i» not carried out threugh any erderly mechanism. There is

no provision for ORD's undertaking R&D work on babalf of other

Geoverament agencies; yet, it has done 0 to the tune of 25X1

25X1A per year.

6, It might also be neted that the definition ¢f ORD's miszicn

25X11A is in conflict with the provisionr of 8 memorandum from

the Execative Dirsctor- Coanptroller teo all of the directorates cazed

8 Mazch 1972 on the subject of R&i), which delines three types of iE
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eoflorte to be conducted by the Agency: (a) Iy RED to nrodx
new arsas that msy potentially contribute to Cla'e miselon, (b} Zirett
support RE i to support sngeiang operations through the developrmm
of new equipmasent and techuigues closely related to ongolng opers:icaal
nesds, and (c) Multiple application RE D invalving the support ¢f 1ac v
thar one current nsed or operstion. That mermorandum assigns
gﬂmn:rl;xupﬁn;ibﬁity fer direct sopport R4l to the respective
mrnth; directorates, sssigas responsibllity for exploratory itd o
to the DD/S&T, and pravides that multiple application RED efforis
may be routed through the newly created RAD Board for determina: i¢n
of the assigament of a particular ik D sifort to an sppropriate teck.lia!
office. The memorandum alse establishes a Technicel Coordinatiag
Commities to foater technical exchange, coordinate programs, sur a:s
gaps and redundancies and other spscial problems, and rozkes lmpo st
provisions for reporting on R& D activities.

7. We were tempted to recommend that ORD revise the stateraen:
of its mission and functiions to cenform wiith its actusl rele, but we
ware dizsuaded by the realization that this would be & hopeless

sxarcise. The presesnt statament is 2 compromise docament, an:
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it {s unlikely that ORD would be able t¢ negetiste a new statement
that would be any more realistic. Furthermore, the mechanisms
established by the Exscutive Lirsctor-Comptroller's memorandun
of § March have not yst had time te prove thelr worth. Experiemxe
maey demonstrate that modifications are necessary, although the

gensral concept seems eminently sensible and workable.
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THE WORK PROGRAM

1. In simplast torms, ORD is charged with conducting
R&D of commer technical concern to all Agency components,
and R&D is its only assigned miaesion. It {s charged with "the
investigation of scientific and techuwologicai developments

relevant to the accomplishrent of the Agency's mission."” Tha

statement of functions in provides that ORD will deve-

lop and implement, in coordination with other R&D offices of
the Agency, basic and applied research; will provide conceptual
snalysis as to technical feasibility of advanced systems; will
conduct research and feasibility studies on techrniques, com-
ponents, and :yat'sml of common technical concern; and will
administer specific external contracts.

2. These broadly stated responsibilities are broken down
by division into a series of specific objectives. The followiryg s

of these objectives is not all-inclusive, nor are all of them teing

worked on at any one time, but the list does give a feel for the ver

wide range of scientific and technical areas with which ORD ia

concarned.
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3. ORD does some internal ressarch, but not very much,
few of its objectives can be met by monitoriag the work of otherxs
at no cost to the Agemcy; however, most of its work pregram is in

the form of external contracts with industris] concerns or sducati-mal
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institutions. Some of the contracts, especially those calling for

the buflding of hardware, are relatively short-term efforts; son: s

of them, especially those involving sxploratory research, run for

years. In cost, they range from »

4. The results of ORD's work program are difficult to evalvai:,
A major problem in this regard arises from differing definitiozs of
what constitutes success ir an R&D effort. ORD takes the long-
range view that continucus exploration into the state of the art is
necessary to acquire the knowledge needed by the Agency te adapt
and to improve its processes. ORD considers an R&kD preject to
have been successful if it realized its intended technalogical objectiv :,
The customer components take & shorter range view. They considar
an R&D project to be successful if it yields a product that is needs
at the time it is developod, that car be engineered and produced at
an acceptable cost, that is suitable for use in the expected opera-
tional and security enviromuent, and that will do the .joh intended

for it.
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5. Thus, many of ORD's completed R&D projects are

evaluated as successes by ORD's definition but as fatlures by

ORD's customers’ definition. Some of them achieved the tachne-
logical ebjectives that were sought, but there was no requirement
for the product at the time it became available, Some of them
found application in operations, but the benafits derived from

them were minimal. Some had the potential for yielding significart
benefits but at a cost that would have been prohibitive. Even a
projsct that was unsuccessful by ORD's defirnition may have made

& major contribution in the form of a fallout of useful knowledga nr
& by-product with application elseswhers. An unsuccessful project

that disproves a popular theory may form the basis for avoiding

& larger undertaking destined to end in costly faﬁnra.l 25X

6. ORD recently made a statistical tabulation of its techrically
successful projects that were completed during the eight-year
period from 1964 through 1971, with thess results:

=== The total of RkD funds expended on R&D projects during

the period (sxclusive of mmanagerasnt-sapport costs acd
funds transferred from mr govermment agencies) was 25X1
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»-~ Approximately 42 percent of the funds were spent o
projects that were tochnically successful; 58 percen:
on projects that were not successful.

=== Thers were 150 techrically successful projects. The
unsuccessful projects were not tabulated.

=~= Of the total of 150 successful projects, 55 were imple-
mented by Agency eperating compenents; 95 were not.

--= Of ths 55 projacts that were tmplemented, 35 were
developed in response to formal requirements leviac
oz ORD; 20 were develaped without a formal require-
ment, slthough some were started with the acquiescence
of an operating component,
=~ Approximately 20 percent of the total funds spent was
devoted to prajects that were successhil and were irapie -
mented; about 80 percent was spent on projects that war:
sither unsuccessful or, if successful, were not implerie sted.
7. We doubt that these statistics provide a basis for any breasé
conclusions about the worth of ORD's work program, ror does U
8¢ represent thom. Perhaps the most significant of the findirg s vra:
that only about 20 percent of the R&D money was spent on projects
that resuited in usable end preducts, but even this finding has little
meaning in the absence of a fixed goal agalnst which to measur: it.
8. & can be (and has been) argued that success-to-failure
ratic i not a fair measure of the value of RkD offorts, and this is
a thesis with which we tend to agree. When one is working at the

far fringes of the state of the art, as ORD ofter is, there are a
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great many unknowns. Sormetirces the only way to discover whethar
something can or cannot be done successfully is to try it. ORD
cannot be faulted for its failures, or at ieast rot for too many of
them. Where it can he faulted, in our opinion, is in the very large
sumber of projects that were identified as being "successful but
not m;IOmcnted" (63.3 percent of tha total of technically succesuft!
projects). In cur interviews in the components using ORD's ser-
vices, these were ths reasons most frequently cited for failirg tc
use an ORD product:
<ee There was no requirement for the praduct when the
project was started, and there was no application for
it when it was ready for delivery.
--- There was & requirement for the product at the time
the project was launched, but the requirement had
vanished before the project was completed,
<= The ORD project was designed tomeet a requirercert.
but the product it delivered was not configured to fit
the specific need or could not be used in the operaticral
or security environment of the sperating site.
w-= There was a requirement for the product, but by the
time it was completed a better or less costly product
had become available from another scurce.

<= The product that was deliverdd weuld not effectively
do the job intended for it.
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9. Over the ysars, various mechaniams have been creats!
for achieving a better match between operational needs and R& D>
programs. Some of the mechanisms worked poorly or not at ail.
none of them worked well, Ceommittees or panels of distinguished
scientists have been formed to examine future R&D needs. Their
reports have been of value, but it is difficult to judge what reai
impact they have had, We are irxclined to doubt that it is possisl:
to bulld an effective bridge between operations and R&D when they
are widely separated, both physically and organizationally, We
noted in a recent survey of TSD that, in ocur opinion, one of the
major impediments to inore effective parformance in the auvdic
field was that development and engineering was too far remaved
from operations, yet the two are in the same division. ORD is a
directorate away from most of the operations it supports,

10. Many of the officers that we interviswed in ORD's
tustomer components highly value ORD's advisory ssrvices on
technological matters and the assistance ORD gives therm: o» theiy
own R&D programs. They comsider this advice and assistance io
be of more benaefit to them than are the results of the formal REID

projects undertaken by ORD, Admitting that our sources have a
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bias in this regard, we still believe thers is rerit in their poixnt

ef view. The role assigned to ORD includes evaluation of worlé-
wide R&D prog_tamu as well as scientific discoveries, monitoring
of research conducted by private enterprise and the academic
community and making its benefits available to the Agency, and
conducting liaison with other Government agencies to identify
findings that bave intelligence application. ORD does some of this,
somstimes on specific reguest, but more often on & sort of ag-wo-
see-fit or as-time-permits basis. In cur view, maintairning a
capabllity to advise and assist others should be 3 deliberately
scheduled segment of ORD's work program. It is not. We found
no evidence of ary astailished mechanism: for performing thase
functions or any systematic method of disseminating informatic:,

to other comporents of the Agency to keep them apprised of current
R&D activities elsewhere in the scientific and technical communit Ve

Recommendstion No. 5

That the Director of ORD establish & formal mechanisn
within his office for ihe conduct of those functions specified
in |
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note that the statement of mission and functiens of ORD does rot
provide for the conduct of RUD for other agencies of the Govarmn..a;,
although it has been done for several ysars. We encountered
differing views within ORD as to the appropristensss of ORD's
engaging in RLD activities on behalf of other agencies, There arc
many who believe that a et besefit accrues to ORD from access
to the much larger pool of R&D money available to the Departrien:
of Defense and from the technical spin-offs that result from this
research. Aleo, mary of the projects have direet application 1o
Agancy operations. Theare are others in ORD, however, whe heifs»s
that the time and talent expended by ORD on behslf of other agenzi:s
could mare prafitably be used on higher priority Agency-fundec
projects, There are sorms who look on these external funds as &
means of reviviag a project proposal that was disapproved for fun:
ing with Agency money.

12, We are in no positior to choose between the contrar

points of view, although we lean in favor of the position that exter: =l
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funding of RAD projects results in a net gain to the Agency. It ix
something that shouid be kept under close scrutiny, however, to
avold allowing an imbalance to develap between the wark ORD do2r
for the Agency and the work it does fer others. Certainly, extern..
funding should not be employed as a way of circumventing the pro-
joct approval process. We understand that the DD/SkT now requira

his specific approval of each externally funded R&D project.
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Procuremernt Management Staff for review, rscording, and aclkyon -
ledgement. They should thea bes forwarded to the project offics:-
for further study and review and for refinemant of specification:
and work statements and the like. There are a sumber of ressen:
why it would be desirable for the contracting officer to receive
contract proposal at the earliest possible date:
==~ To allow for an early check on the contracter's pra-
’ vious performance under other contracts with the
Agsncy or with the Department of Defense,
=== To ascertain if other divisions of ORD or other
components of the Agency are currsatly negotiating
other contracts with the same contractor and, if
so, the type of fees that are being negotiated.
==~ To axaraine the svailability of alternate sources
before the proposal decemes so specifically tailored
that only one source can be considered,

e To call attention to a possible need for refinement
_ of specifications and work statemaents.

=== To identify as carly as possible any legal, patent,
or other similar problems that may need clartfication.

~+= To prevest irformal negotistions from procesding to
the peairt where moral obligations becane binding.

=== Te provide the ORD Contrsctor Salection Board

with the information needed for an objective selection
of the best contractor.

‘52’
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13. Thes Procurement Mansgemesnt Stafl works closaly witk
the project officers to ansurs that contract specifications and wor:
statemeonts are clearly stated in the contract and to try to separa»
the work into phasss or parts that are susceptibie to performance
measurement; such as, feasibility study, breadboard or prototype
hardware, or definatle development work. This is saometimres
very difficult to do, however, bocause clear specificatione and
work statements are hard to come by in the case of exploratory
research contracts, We noted that proposals from some of the
prospective contractors are in the nature of academic dissertati-n:
containing no action verbs clearly defining what the contractor s
required to do.

14, The Procurement Management Staff is always on the
- lookout for contractual arrangements that might invalve a conflic:
of interest--real, apparent, or possible. Many ORD employee:s
have worked for contractors in the past, and many former 4 enc-
smployees are now working for contractors. ¥ the Staff has any
reason to suspoect that a conflict of interest may exist, it seeks
sdvice from the Director of ORD, the General Counsel, or botk,

We noted instances of inquiries having been made of contractors
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to ascertain if a former Agency employee would be engaged in work
on an ORD contract. Occasionally, clauses are inserted in cor .-
tracts specifying that a former Agency employee is not to work o~

the contract nor to have any interest in it.

15. The inquiries we made of those we interviewed (admaitiadl:

in very low key) did not surface any cases of poasible conflict of
interest not already known to ORD management, The cases that
ware known to exist had all been surfaced and checked out with th«
Director of ORD and with a repressntative of the Gereral Counse. .
In most instances, however, these checks were informal, and the
records available for review did not always disclose the reaso.
why a contract had been initiated when an "spparent” conflict of
interest existed or why an aiternative contractor was not chose.
16, The DD/S&T and the A/DD/S&T are very much awars »f
the poasible embarrassment to the Agency i good Judgment {s ne
used in the handling of such cases, and they take an sxtremely
bard-nosed approach to the matter of possible conflict of interest
We did not find a comparable degree of awareness and concern at

the ORD level,
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COORDINATION AND COOPERATION

1. The responsibility of the Director of ORD “does not

include research and development activities which are specificaliv

delegated to other Agency technical offices." Irha

statement assumes that a2 clear and precise distinction can be
made between those R&D activities that are aspigned to ORD ard
thoae that are specifically delegated to other Agency technical
offices. In fact, howevar, if it {s possible to make such a clear
and precise distinction, and this wa doubt, it is one that is irm-

- possible to maintain over time. The Agerncy's R&D ple has been
rather oddly and quite messily sliced. There is inevitable over-
lapping, redundancy, and gaps that can be overcoms, if at all,
only by continuing coordination and cooperation among the severa
technical offices.

2. There is much room for improvement ir this area between
ORD and the other technical offices and within ORD itself. The
problem of internal coordination is for ORD to solve. There are
things it might do to improve its external relations, but cooperation

is a two-way street, and ORD meets at least as many obstacles tc
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Letterment as it creates. One of the major problems that ORI
faces in this regard is that, because its own R&D activities cannot
be clearly differentiated from: those of the other technical offices,
many of its programs run in competition with programs elsewhera
in the Agency, and competitora do not often coordinate graciocs!y.
3. Let us first consider the matter of internal coordinatie-.
ORD is fragmented into sight tiny divisions {actually seven divisiors
and one group) along lines of scientific discipiines. In practice,
however, much of the work of the office does not follow the pattern
of its organirational structure. Two factors contribute to the
mismatch between organization and work. One of them is that afien
the work does not fall cleanly within a single scientific area. ¥1l.-
ing platforms, for sxample, can be configured in a variety of ways
to accommodats an assortment of coliaction devices and techriqu:s.
It is not surprising, then, that we found a number of ORD divisions
involved in some fashion with the exploitation of flying platforms,
The other factor has to do with the differing ways in which ORD
projects originate. Those that are conceivad ir response to exteinal
requirements usually are assigned on the basis of the primary

technology involved in the development of the product. Many of
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them, however, begin as the brainchild of one of ORD's technical
officers, and the practice has been to allow the man who came up
with the idea to develop it as a project. It is not uncommon to
find a project in one division involving a primary technology that
is the specialty of another,

4, It is widely believed among ORD's technical officers that
the man most likely to get ahead is the one who has the most pro-
jects involving the most money. The belief may have no founda-
tion in fact, but it exists nonetheless, Since aurrendering an idea
would mean losing a project, there is a tendency in all of ORD's
divisions toward possessiveness, secrestiveness, and competitive-
ness, Some of this can be attributed to a proper concern for the
need {or compartmentation, but much of it is nothing more than a
reluctance to share ideas or technologies. Some of it, we are
sure, is a consequence of professional arrogance--an unwillingnoss
to concede that someone else might have a better idea. Another
element is that of ''getting credit, ' a near obsession with many

of ORD's officers. These are typical of some of the examples

that were cited to us:

==« The technical officers in the Radio Physics Divis
who are developing the somewhat similay |
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5. The sxtent of consultation and exchange of technical infercaa-

tion within ORD waries by division and by individual., Mostof it

is informal ind oral. There is, in our opinion, less of it thar

there should be. Same of the work is highly sensitive and must

be tightly compartmented, but much of it is not. There is no

excuse for one division submitting a contract proposal for work

that had already been done by another division, and we know of at
least one instance in which this has happened. What is lacking is

3 mechanism for administezring an orderly and controlled exchang :
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of technical information in ORD., Thare is at present no central
location in ORD where an officer can find sut what R&D work Las
been completed or is currently being worked on by other divisiors
or by other technical officers. We believe that it would be feaathls
to develop something along this line and that it would be preferable
to the present situation, which is heavily dependent on i{ndividual
initiative in seeking out information and on individual willingress
to releass it,

Recommendation No. ¢

That the Director of ORD consider establishing a

central repository of information concerning RkD work

that has been completed, is in progress, or is contemplated.

6. Let us look next in some detsall intc tha nature of ORD's
working fe}utimshim with other Agency offices to which ORD
renders R&D support. Thess relationships vary so widely in nature
that it is impossible tc gensralize about those of the office as a
whole, To tally them fully would aimost require treating them on
an officer-by-officer basis, because the extent of coordination

and the degree of cooperation is heavily influenced by personalities

within ORD and among those it serves, It may be illustrative,

however, to summarize our ocbeservations and the results of custon=r

interviews with regard to sach of ORD's divisions,
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Radio Physics Division

Applied Physics Division

9. TSD and the Office of Security are the primary users of
products developed by the Applied Physics Division. TSD is less

than happy with the Applied Physics Division. Although the
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reasons were expressed in such general terms as non-coordinatiorn,
lnck of communication, or lack of cooperation; we believe that
personality conflicts and historical animosities ars the primary
causes of {riction., Neither side is without blame. The division
chief told us that he tries to obtaln & memorandum of interest or
coordination from the interested component for any work he plan:
to undartake; however, some work is performed without coordi-
nation if the division chief feels that the operating component is
wrong. TSD cited this as being & practice te which it ebjects.

10, The Technical Security Division of the Office of Secur:ty
had nothing but praise for the Applied Physics Division, Technical
Division stated that there is no competition or duplication of
effort between the two organizations. Technical Division holde
fruitful discussions with the Applied Physics Division on require-
ments to ensure that they are fully understood, that the operational
clirnate is spelled out, and that targets are fixed, The two com-
ponents work together in defining concepts, in selecting corntractors,
and in preparing work statements. They jointly visit the contractor,
attend briefings, and review contractor progress reports. Ther:

iz no formal procedure governing this close relationship. It has
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simply svolved over the years. It appears to be mutually
beneficial.

Optics Division

1l. This division stresses that svery RLD requirement
should be related to an end product and be able to stand the test
of relevance to the intelligence process. Division officers
state that they constantly strive to interface with the customers
during every stage of the R&D process so that the end product
will conform teo the original requirement, bs compatible with the
operational environment, and satisf{y the customer’s need. The
ruuita- of this approach are noteworthy. Customer components
were high in their praise, not only for the success and profes-
sionalism of Optics Division's work, but also for the cooperation
and close coordination that exists.

Analysis Division

12. Historically, relations between the Analysis Division
and many of its customers have not bsen good., The frictions
appear to have arisen, in part, from disagreements with the chief
of the Analysis Division about the nature of requirements for R&D

work in computer technology and, in part, fram lack of understanding
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on the part of the customers of ORD's role and of the contribu-
tion it could make. We found, however, that working relationshirs
have improved noticeably within the last ysar or twa, OCS,
which in the past complained that ORD {nitiated projects without
consultation and that the end products often were not applicable
to needs or would net work on existing machines, reported that
relations with ORD have besn vastly improved recently. QCS is
now working closely with the three branches of Analysis Division
on projects of direct interest to OCS8. Worthwhile results are
being obtained. OSI and CRS feel that they are being provided
useful service by the Aralysis Division and have noted a much

greater interest in their needs on the part of Analysis Division

within recent months. OSR | |rapcrt beneficial inter-

faces with Analysis Division. NPIC is the only office we found
that still has less than satisfactory relations with Analysis Diviaicn,

NPIC is not at all sure that Analysis Division's R&D efforts on

image manipulation | |will produce results of

benefit to NPIC. There alao is evidence of some rather sharp
jurisdictional disputes between NPIC and ORD, which may be tha

main cause of the friction.
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13, The general improvement in customer relations seem-
to be the result of initiatives taken at the branch level and by
individual officers in Analysis Division to focus more sharply en
the specific needs of each user and to spend more time and effort
in consultation with the using offices and on in-house research.
This contrasts with the former approach of develaping devices
or systems and then trying to "sell' them to the customer. It
was clear from our interviews in the using offices that the cus-
tomers prefer to deal directly with branch chiefs and individuat
officers in the division, rather than with the division chief.

Many officers in the using components consider the division chief
to be unfamdiliar with the requirements and operations of the
Agency and to be needlessly difficult to deal with,

Mcdical and Behavioral Sclences Diviaion

i4. This division works reasonably harmonicusly with OS]

and the Office of Security, but its relations with some elements

of OMS and TS3D are very much in disarray. OMS has detailed ar
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18. In the final analysis, most of the frictions and
disagreements arise from differing interpretations of ORD's
role in the Agency's R&D arena. Itis a problem that was
addressed diractly by the Executive Director-Comptrolier ir
his memorandum te the directorates of laet March in which he
defined and assigned responsibility for exploratory, direct
support, and multiple application R&D. Because the directive
was of such recent date at the time we weore pursulng our
survey, we did not have an opportunity to observe and to report

on its {mpact.
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MAMAGEMENT

1. The recently retired Director of ORD was the first
full~time director of the office. He built it into what is is today;
and its organisation, methods of operating, and atyle of manage-
ment are largely of his making. The office row has a new
director with a differect personality and background, and many
of the situations and practices that we ebserved during our survay
are likely to be changed. Changs, in our view, is desirable,
because the style of management of the former Director was rot
well geared to getting the most from the ressurces available to
him,

Z. The dominant feature of ORD management to dats has
been permissiveness., The Director has naver really taker charge
of the office. Many of the very fine technical officers in ORD
have turned in work that has besn of irumeasurable benefit to the
Agency, but muany of them have been allowed to drift into fields
of activity that are of personal interest to them but which offer
little or no prospect of benefiting the Agency., There is consider~

able variance betwasn the R&D work that {s programmed and that
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which is actually undertaken. The distribution of work among
the divisions is not consistent with the orgarizational structure
and delegation of functions.. Since pasitive direction and guidance
by the Director has been lacking, the divisions have been left

to their own devicas for solutions to problems that should be of
immediate concern to the Director. Wa did not consider the
management standards and procedural mechanisms we found in
ORD to be adequate to ensure proper validation of R&D require-
ments, allocation of priorities, review and monitoring of work
in progress, or evaluation of the work force and of the R&D
end-product.

3. In our discussions with the Director of ORD, he defended
his management concepts in terms of the inherent difficulties of
managing and evaluating R&D activities; the historical evolution
of R&D activities in the Agency with the attendant fragmentation
of functions, indistinct authorities, rivalries, and imbalances;
the necessity of avoiding bureaucratic rigidities in order to main-
tain an environment that was conducive to creativity and innovation.

and the failure of top management to identify gaps in the intelligence
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process requiring R&D effort. While acknowledging that theres
is some merit in sach of these points, we feel that the Director
of ORD has had the authority and the latitude required to niake
needed improvements, but he has fafled to do so. Although he
was highly regarded for his technical ability and for his imagine-
tiveness, we received criticisme on the way ORD was run from
emnployeses at ail ievels within ORD and from officers of other
Agency technical components.

4, Oddiy enough, or perhaps not so oddly, many of the
officers in ORD who were most critical of the loose management
of the office were quick to add that they personally preferred to
work under this style of management, becausa it gave them a
great deal of freedom in their work. Thers probably is a quite
fine balance between maintainirg control and encouraging innova-
tion, but we came away from this survey with the distinct tmpres-
sion that maintaining control has been lost sight of in ORD.

Policy Guidance

%, The most frequently heard refraln during our interviews
at all levels in ORD was over a lack of policy guidance from the

upper schelona of the Agency, There is a widely held belief that

SECRET

Approved For Release 2003/12/18 : CIA-RDP75B00514R000100240007-3




Approved For Release 2003/12/18 : CIA-RDP75B00514R000100240007-3

SECRET

it should be possaible for some individual or group to identify
iong~range priority national intelligence R&D objectives, which
ORD could then transiate into a work program specifically
focused on major gaps. The five-yeoar program forecasts were
criticized as being too general in nature to identify these gape
and that, as the forecaats filter down, not enough interpretation
or guidance is added to them to enable the technical officers to
design RkD projects directly responsive to major needs.

6. We think that the difficulty lies primarily within ORD
in failing to identify and tc concentrate its efforts on programe
of major significance, One officer that we interviewed over-
stated the problem, but he identified it correctly: “ORD kills
itself with thousands of little projects.” Most officers would be
happy to see definitions of the RkD sclentific disciplines for
which they are responsible, a clarification of criteria for the
validation of requirements, standards for evaluating on-going

projects, and provisions for an open and mutual exchange of

R A

technical information between ORD and other tachnical components,

They bslieve that, if these things were done, their concerns

over lack of policy guidance would diminish,
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Ozrganisational Factors

7. The organizational structure that we examined in ORD
is not, in our view, well designed for efficient management.

The office is fragmented into a series of small divisions. Six of

the seven divisions have| tprc&enwnal officers

assigned; one, the Medical and Behavioral Sciences Diviaion,

has The divisions supposedly are organized on the

basis of scientific disciplines, baut they do not actually operate
that way. This is 80, in part, because many of the projects

that are u_x\';darttken require the application of sevaral scientific
dit:iplinu‘l’ for their completion and, in part, because the divi-
sions are allowed to initiate projects that are incompatible

with their assigned areas of specialization. Furthermores, itis
not uncommon to find two or more divisions working on esaentially
similar problems. Because thare are 20 many divisions and
because they intrude in others' areas of specialization, there
are problems of coordination and communication that would be

of a2 much leaser order if the organisational breakdown were less

fragmented.
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8. Consgolidation would also make {t easier to apportion
the workload evenly, or at least more svenly than it now is.
The average workicad is now about three or four projects per
technical officer, but it ia highly variabls, We found one officer
handling 15 projects and some with only one or twe. In addition
to varistions among individuale, the workload is not apportioned
evenly among the divisions. The Medical and Behavioral Sciencas
Division is a case in point, It does not have the funds that are
really needed to conduct in-depth research in all of the areas
selected for exploration nor does it have the staff that would be
required to properly oversee work in progress, Iis resources
are streiched too thinly, A partial selution to this problem
might be achioved through reorganisation and redistribution of
the workload within ORD, but we believe that what {s needed in
this case is a realfstic appraisal of the worth of on-going and
planned projects in terms of the staff time necessary for their
proper mansgement. It may be that the best solution would be
to assign more psople to the division, but we have the impraession

that some of the division's lower priority work could be eliminated.
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Recomrnendation No, 10

That the Director of ORD review the work pro-

gram of the Medical and Behavieral Sciences Division

in terms of staff and resources required to manage

these activities properly and terminate those activities

for which adeguats staff or other rescurces are not

available or cannot be provided.

9. We also believe that there would be advantage in con-
solidating separate activities that are closely related, which
probably waould call for organizational adjustments. This
sbservation is based on our repeated encounters with technical
officers in the various divisions who wers working on the deve-
lopment and testing of flying platforms. Ewven Optics Diviasion
has a program in this field, While it is true that each of the
divisions that i{s developing sensors has a valid interest in the
use of flying platforms as a means of emplacement, it appeared
to us that each of them was addressing iteelf to an essentially
similar problem: how to get the device to the target. We
belisve that it would be worthwhile to explore the feasibility of

centralizing ORD's activities relating to emplacement platforn.s.

Recommendation No, 11

That the Director of ORD review all on-going
or planned projects concerned with emaplacement
platforms to determine the feasibility of consolidating
these efforts within one organisational slement of ORD,
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10. The organizational structure that we examined in the
course of our survey was obviously one that suited the style and
disposition of the then Director. In our viaw, a number of other
ways could be found for apportioning and supearvising the work
that would be more effective than the present arrangement, We
are sure that it is a topic to which the new Dirsctor will give
sarly attention.

Reporting

11. ORD's division chiefs keep abreast of the status of
their projects by reading their technical officers' trip reports
and contractor progress reports, by occasionally accompanying
the technical officers on visits to contractors, and by discussions
in daily contacts with the technical officers. Most of the division
chiefs are thus able to keep themselves adequately informed on
those projects for which they are responsible. This informal

system breaks down sometimes, however. A recent example

was a Radio-Physics Division contract

The contract developed a serious overrun

that did not corne to the attention of the division chief until aftes
the contractor was already desply in trouble. That cortract was ihe
subject of a special report to the Executive Director-Comptrollex,
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12. We found no evidence of a systematic mechanism fop
keeping the Director of ORD similarly informed on the currea:
status of work in progress. He held two staff meetings each
week and kept an open door for divisien chiefs or technical
officers to brief him on work under way; however, the initiative
for passing information to him rested with the division chiefs
and technical officers. One division chief reported to us that
there were only three occasions on which he discussed project
work with the Director of ORD: {a) when a projact was in troubis,
(b) when a projsct was campleted and the results were to be
presented, or (c) when the Director of ORD specifically requested
information. We believe it imperative that a means be devised
for keeping the Director of ORD informed of the current status

of all work in progress. He needs less detail than do the divisior

chiefs, but he certainly needs more than he has been receiving,

13, The Procurement Handbook aspecifies that

& component having technical cognizance of research projects {s
rasponsible for, among other things, “periodically documenting

the progress and prospects of sach project under its jurisdictior. "'
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ORD management does not have a clearly snunciated policy or
even a consistent attitude toward this reguirement. As a con-
sequence, we found considerable variation in interpretation of
and compliance with the responsibility among the technical
officers. Some divisions ragurire thair officers to submit these
progress reports, and we found them in the praject folders;
howaver, some divisions do not require the reports, and they
are not made, The divisions who do not requirs progress
reports by the technical officers Justify their action on the
grounds that the division chief is in such close daily contact with
his officers that oral reporting is sufficient,

14. Progress reports are received from the contractors,
but the ORD technical officer is not reguired to make any sort
of written analysis, evaluation, or comment on them. The tech-
nical officers do submit the required contract inspection reports,
but their preparation calls for little more than placing check
marks in & number of boxes.

15, Wa believe thaze is a need for pericdic written pro-

gress reporis by the technical officers in which they are required
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to state their own analyses of the contractor's work to include

an evaluation of progress and an assessment of future prospects.
It would be a beneficial exercise for the technical officer, and it
would yield a basis for summary reports to the Director of ORD.

Recommendation Neo. 12

That the Director of ORD review present report-
ing standards and practices within ORD and revise
them as he feels necsssary to keep himself informed
on the status of work in progress or planned for the
future.

Looking Ahead

16. Many of ORD's management practices are open to
criticiem, but these are problems that can be tttatked and solved
internally; however, ths Agency's policies and standards for
conducting R&D have a profound impact on the way ORD conducts
its business, and ORD has limited influence over these externally

imposed policiss and standards. The Agency has chosen to

disperss the R&D functions ameng a number of technical components,

but it has not in the past established a framework of common
management disciplines and practices that would apply to all com-
porents engaged in R&D work to ensure that they work together

toward common goals. There are wide differences in opinien
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and practice ameng Agency technical afficas as to the pre~
requisites for undertaking an R&D sffort, the manner in which
it should be conducted, and the method of evalusting the results.
The Executive Director-Comptroller's memorandum of 8 March
1972 establishing an R&D Board and a Technical Coordinating
Committee is 2 :injar step toward clarifying R&D goals and
resolving disputes that arise in the R&D arena. We believe that
a legitimate follow-on endeavor would embrace the establish-
ment of uniferm standards and mechanisms for the managemenrt
of R&D activities and for the evaluation of the results of the
Agency's R&D efforts. The ultimate goal should be:

== To ensure that RkD proposals are consistent
with the Agency's primary miseions and objectives.

-==~ To ansure that there is s realistic match batween
technical and oparational feasibility.

--= To foster purpeseful consultations and disciplined
{nteraction and coordination of effort among the
Agency's technical offices engaged in R&D.

=s= To foster a freer exchange of technical information.

~»< To minimise soprofitable rivalry, compstition,
and duplication of effort.
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«== To strengthen the requirements and standards
for pre-contract work and the monitoring of
contracts in progress.

-== To synchronize and improve the Agsncy's ADP
contract management systems.

we= To sstablish a system for svsluating R&D efforts
in terms of contribution to the intelligence process.
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